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MEMORANDUM FOR: Director, Office of Weapons Intelligence 

Director, Office of Scientific Intelligence 

Director, Office of Strategic Research 

Director, Office of Economic Research 

Director, Office of Central Reference 

Director, Office of Regional & Political Analysis. 

Director, Office of Geographic & Cartographic Research 

pirector, Foreign Broadcast Information Service 

Director, Office of Training 

Chief, Soviet/East European Division, Directorate 
s ra 7 


: of Operations Si 
 Ticcemmen 
Acting Director, Center fo yosupport | 


SUBJECT 3 Ic Staff Paper "Systemic Problems in Intelligence 
Analysis on the Soviet Union" 


L. The Production Assessment and Improvement Division of 
the Ic Staff has prepared the attached paper addressing what it 
views as serious, fundamental problems in the Community's posture 
for intelligence analysis on the Soviet Union. The Ic Staff 
has requested comments on the paper. . 


2. The Center for Policy Support has been asked to pull 
together CIA comments on the paper, views on the seriousness 
of the problems raised by the IC Staff and ideas as to the 
next steps. Your office is requested to provide such comments 
and views on the attached paper to Robert Gates of CPS 
7F36) by 1 March 1977. These comments will serve as the basis 
for a CIA response to the IC Staff. 
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. 
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. : eos . 
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The attached draft paper describes some systemic. 
problems in the analytic hase underiving NIEs on the 


Sovict Union. It needs a concluding section, but the 
content of this section depends on what use will be 


. made of the paper. boas e « 


_ (s¥£ our perceptions of the problem are correct, a, 
very substantial Community effort will be needed to im 


a a en yr te een sue eee ON 
prove the basis ror intelligence prasuction on ine Oxi gt, 
Union. There showld be a concerted Community program 
under NFIB.to define improvement goals and prioriiles, 


Lay out a long-range "get-well" program, and move out 


smartly with initiatives like an exercise analysis cenier. 
There should also be developed a‘set of detailed funding 


7 and manpower augmentation proposals for PRC (CFI) action, 
-because the improvements we have in mind simply wil} not 


be adequate unless backed by more money and people. The 


"<> 4gsue is how to get these actiods moving. 


“'-::. There seem to be three alternatives: 
ee a. Alternative 1. Use the paper basically as 


‘. "goals. Add a brief concluding section to bring 

‘the paper to a logical close, but avoid listing 

(7 specific next steps. Utilize NFIB and PRC (CFI) 

- ‘ mechanisms to set in motion a loosely-connected 
series of get-well actions, each largely considered 
on its own merits. : . 


-b. Alternative 2. Use the paper as an NEIB 


- 1 and PRC (CFI) agenda ror a more systematic Community 
‘T+ getion program. Add a substantive final section 
... With proposed next steps along the following lines: 


c.etr ol e= Community working groups to develop 
: c4. 1+ .s¢ detailed implementation plans in four 
Tat fs wa, areas: : 


Ye Major upgrade of Community data bases 


FOR eat, _ @ Long-term Community program of basic 


research studies on the Soviet Union 


. oe . * : 
eg eS 2 > : 7 . . cae eer . 
een = oF ; o - es nog e ny 
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@ Short- and long-term programs to upgrade 
, _ the body of Soviet specialists in the 
. » Community and draw to a greater extent 


on outside help 

+... NSA/DIA/CTA, exercise analysis center 
ae ‘oe JC Staff and NIO consortium to research ways 
1 re to make NIEs more cost-effective. ba 

ah , example: 

"@ Market research project , 
8 Cost analysis of NIE efforts 

| & Loose-leaf wotebook experiment ws th 
sl, Sr. NYE 11-3/8 (update pages as changes 
me a eecur) 


® DCI policy guidelines on the treatment 


“4 of evidence, uncertainty, hypotheses, 
7_ V-CTC = s ‘ 


Wee f user-Comaunity consortium to help giticde 

“)  -s systematic Community work progren oF} 
US-Soviet and NATO-WP military interactions 
analyses and support ty net assessments. 


c. Alternative 3. Structure the paper per 


"effectively, orchestrates Community funding, manning, 
and planning to move forward as fast as is bureau- 
cratically possible on a get-well program. 
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d 
I. .The Problem id are ee 


In a period of rising concern and political controversy sbout the 


. 


Soviet threat and American policy toward the Soviet Union, how weil. 
$6 the Intelligence Community postured to assess this threat, Par 
hi dimensions? How well can the Community lucidly analyze and 


portray the strategic motives, intent, drives, constraints, ond 


probable future courses of a tion of the Soviet Union? How well 


can it make a comprehensive assessment of Soviet political, econowic 


: "and military capabilities? Persistent crltieisa of Comuniiy perform 


ance: by both insiders and outsiders indicates that the posture of 


- Intelligence hay net be adequate to weet ian challenges posed by 


II. The Soviet-American Relationship and the Implications for, 


" Intelligence . = 


= : ey 


Since. the early 1960s, the Soviet~-American relationship has in~ 


rekeactiety involved efforts by both sides to avoid oflitary en re ere 


and improve cooperation; at the same time, strong competition continues 


» 


in all areas of superpower interaction, These trends seem likely to 
continue. US interests are likely to be increasingly challenged in the 


traditional areas of foreign affairs and military capabilities, albeit 


° Z p « 
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ar ~~ more ecutie ways than during the two decades following World War 


“ s 
. 
. 


Ji. Moreover, new challenges have arisen and will continuc in such 
: * vareas as international nepotiations, relations with US allies and non- 
<< aligned nations, and international economics. ls 
4. Determination of US policy in the face of these Sovict challenges Z 
: .. will be, if anything, more difficult than in the past, for several reasons: 
", to. ts eee §=6Lhe Soviet Union is becoming more subtle and sophisticated . 
ee ats dealings with the West. pee Lo oe 
cae age htt OR ae The eontinudd Soviet military improvement program makes the 
are a ° A 
oe: Pa oe Be a ety 4 Sieasteraai oy ari inane iO 
: re ee East- West. st milit tary bal: balance more complex to assess ae enders 
: See pe a i F : aq ee 2h 10s 
rete ote pee + less, obvious | the actions. neces: sary for the (Unite Ste ( 
: a at “allies to maintain an acceptable balance, 
by hare “a 2, 8. a | A ET RS aT I aap sent X= Rae mri, Ft 
a ne % te ve ‘ oe” ot = 
Oe Pek ee American consciousness of the limits of militasy power, oe 
ni eae is a" 2? ae fo . Pa 
tee TE pe “sharpened Oy the final years of the Viethen War, places 


Sis Pee . 

: eo: 

: 2s 
Cae 


et a cnew constraints on the means by Pick the US imauy seek 


“to counter Soviet influence in third world areas. 


. 


.Rising defense costs and the increasing need to deal with bas 

-.“ America's pressing domestic and energy problems make = 

TA) Ot, nos’) @wer more necessary the requirement for fine wudamaeat, ae 
‘. ge ek ..° in US military improvement programs, to define and main ta! oe 

_ et, GPE tan acceptable military balance with the Sovict Union at, ao 

EA apres ° minimum cost. : Ss rai Ser age sh bog ee . 
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. : esc avol Beary 1 GinRoResMaroedaenoqoemondse Us- Soviet 
vw? “military clas shes are potentially too devas stating to neglect the possibility 
..-' of their occurrence. Morcover, third party actions--for example, Wd 
. oT 2...) «the Middle East or Doster cL aa lead to US-Soevicl confronias | 
Hers oe eee ds sce cannot be based on ne assumption that they 
mate powill | never occur or that the Soviets will continue in the futur c lo ow nid 
ote OS confrontation, aS their military capabilities ce Thus, veriote 
a “a < e, t : - : 7 ‘ a ak ; : . ‘ 
seer ee -as ‘the possibility may Curx ently ePPee a ite US and its allies must 
ae oe “gontinue to be prepared for military conflict with an increasingly 7 
coe ee fpowertul § Soviet Union. ae CR Satie soe oe ae ere ; 
“The challenges sauce’ to » Hie iateliizanee Commaunity over the nen 
_ several y fax 5 neu equally as difficult - -fo waderstand Govict purpos'. ° 
and motivate determine strenoths sad weaknesses in Sovicl povisseh. 
“economic and railitery challenges to US interest ts: make comprebensix 
esac of the ‘seer of teen challen es; ecdnusias ze critical aes 
a eneee ances a een enna ae ee a eT Se cen ae . 
"1" 2 areas of potential military interaction between the two sices. Ss ieee: 
=... 1. Ae, Soviet Purpose and Motivation Pa oe Las ee 
' eed, eae a gt i Se en . ao fe is ie 
whe ae * . «Wow de the Soviets assess the United States as an international : 
-".* ". > eompetition? What explains persistent Soviet challenges to US interests? 
poe Are they really seeking dominance over the West? Do they want and expect 
s- to achfeve military superiority? Or are defense and insecurity the a 
“motives? Or mindless momentun of the bureaucracy? These are : : 
intelligence issues, but are very political as well. They affect the 
a ere ee : : 3 . fo _ fet 
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. "atmosphere" and rhetoric of US fae policy and defense kas 


: “Most importantly, they illuminate the possible avenues o} US-Sovict 
' relations and the limits of those relations. Very broadly-~but only 


* very broadly-~they indicate the likely direction of Soviet miltary 


programs. ; gl PP agg, Me a ee ek 
7, ow Ba Sovict et Strengths nee We Weaknesses ae 
me -? 4 7 See Gra ey OB ae REN ecwie teen ee ; ie 
woul. +) How do Soviet foreign S lieu economic, and military efforts 


tol : : as . “ _ on. 
auc St relate to one another in fostering Soviet interests and objectives ? 


a a : 
oe a) 


‘+. What are the’ strengths and weaknesses, the drives and constraints; 


+ * . = = 
vs 4 7° ee ‘ 
Mae see : . 7 a x 


a ae that enspe whese efforts and determine Soviet capabilities to challenze 


“US inter Eots "Co Beowide US policymakers with the necessary insight 


ean deal WEY the Soviet Wnisa, ante Wigence must ak coy Be Goviet Tate ye] 


a 
7} 
f fret ” \ 
- = Attaies in far greater depth and from cifferent erspectives than has 

at pce? fe At rte ams AA AN a Ta ONPERE St 

OO. a £ 


i escboides re been: tee 4 case. Itis essential that there be ities under. 


Ry. 


ne SS ‘etanding 0 of ene factors Hist affect Soviet a cisions on such ich matters os 


ley Programs, arms control nego tatise: paettiess ; Cee 


“jidativas, and, actions ima crisis. For examp! c, Hox will the Soviet 


. . o 
wt, ° 


7 “economy shape and constrain future military, prog rams? What are the 


“effects of Soviet fatcenal ponte: dissident Giants of society, or 


‘ 
BCR cas a _ $ 


. - bureaucratic interests? How do Soviet relations with allies or client 


+  ptates. enhance or limit their foreign policy? Their military Ronis? 
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oe Cs. Comprehensive Assessments of Soviet Efforts — . . 
ee How effectively are Sovict challenges and competition Jikely to 


_- be, now and in the future? Whatever their intent, will the Soviets 


shave the ability to prevail over the West im any of the potentia) kinds 
- .° of wiceicr intercontinental or naval conflicts that might axise? What 
: lis the actual oud perceived military balaace iikely to be over Lhe next. 
¥ ! decade? Can the Soviets really translate shifts in the si Htas y balance 
teaser on into political or military-advantage? How will the Soviets seck fo turn 
ine ae eke ete SE _ z ‘1 2 ee no . / 
stl. "l-arms control negotiations to their political and military advantage? 
ee le. eo : o . . ° 7 
we ooetl effective are their efforts to influence non~: aligned nitions eT 
: a oe “ aliies likely to be? Eow might the: Soviets gpleit to thet. advantaye 
; various internationa al economic trends, the flow of Wesiem teciuiolesy, 
not ont: or the energy pecuies facing the world? 
a, ee Ai WP “Si, 3 ie i ! 3 >* eo Sea : es : \ 
. “this, is where the intelligence aspects of milita : vnet 2 B80 SE5, 
sh ae oe ee aA a a A A TE eee ee oenmemroreteaes mes mee ewe ree * 
? a ee 
ee ae ments play a major role, as_do correspondingly broad assessments 
E oo <— Ne ner” 


pene a (of 8 Sovict_ foreign policy and economic of farts. 


a a : Das Critical Arcas of Military jiaigraction oe : 7 a a ae : 
a 4 : oe * pantly as'an n input to the TODEBOINE comprehensive fe en 

Bs ee > ; ments of Soviet efforts and partly to suppost US military force 
oe eetiee snd operations ahiag: there is need for basic intellicancs, 


we a ; and net as Genceenent in the fine. & As the US-Soviet military balance 


becomes less favorable to the US, the number of critical arcas of 


Je * Ee ar ee i ; 
te aes pauliory interaction Brews Intelligence issucs and analysis once 
“e .-- me i 


aie Mle) See pene For Palnaee Baa. Oe: GL ABPRIOReRA SES REE: Qe 


ae ee 4 yw ets St SUitts as f-: 
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‘ . on “| So 4 oe i ° . e- i. . . 
Pee ae thought to be “tactical" now begdme strategic in their importance, 


_ For exarnple, what are current and future Soviet i for SiBM 


oo attacks on US bomber bases? How, in detail, does Wirsaw Pact 
< “artillery support a combined arms offensive? How well trained are 


"a +3) Soviet tank crews? What are the strengths and weaknesses of Soviet 


- : : : ° : 2, . - - 


*: fa. “sgommand and control in various theaters or at sea? Hew eifectively 


Jf egy)” sean Sovict naval forces locate and neutralize US attack carrier tasx 
Ser Ping “tye ta awe a? é 7, a: foe. ee - 
oe "forces? Pik se etlaee ee ee eg 

eee Dt. How Well is the Coramunity Postur ed to Deal with These Issues? 
= fe SIs To make dusemenrs on such a. complex x matter as the Intelligence 
BOS ISA aks, te Commnnity’ 5 posture (ie dealing with future Soviet challances fo V5 
Pecan eee “interests ts difficult and perhaps foolh vdy. Neverthe le ss, such 


__ dudgments are essential in view of the i criticisms of 


° 


See “Comunity sestsmnanee and the exe natu re of the Soviet 


e 


challenges to US eenueates Moreover, thers e res. a growing set. 


of sources to assist in judaments about the Community. post rey 
hen oR as a a 


including ¢ the IC Staff semiannual review of intelligence for the 


National Security Council, the 1976 report of the Senate Sclect 


Committee on Intelligence, reports by the President's Foreign 


cy 


una ae Advisory Board, internal reviews of intelligence 


perfor mance ay (ie CIA and by DOD mer eens organizations, 


: Jana the \ various reports (some still in draft) associated with the 
Se NIE li-3/8-76 competitive analysis. While the recommendations 
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. 

: ° ‘ “consistency about th: strengths and coettiedadevee the Community. 

- oe ’ eas : a a 
. The following findings are based upon: oy ee 
. ; ‘4 : + oe Kei of the foregoing sources. ; : 

aS " ee vay An 1c Staff survey ae Nacional Intelligence Estimates 

: Ss — : io ‘3h the Soviet Union pioauesd ae 1960. : 

7 a | ae A limited sampling of other ited teeney enue, | 


0 Sea ypetttes Defense Intelligence Estimates, and CIA reports. 


ee ee ‘thee . Discussions with experienced observers of inteJligence, 


a ae .» » from both inside and outside the Intelligence Cormmunity- 

Toate eee ee A. Community Strengths ogre es Se ae 

nee ae eae oe Cocamunity is strongesc with respect tay eociional 

ees . ‘greas of intelligence on the Soviet Union, where the necis of vsers 
errr e z : - : 


a are stable and well understood, funding has been consistentiy high, 


‘Sand the analytic techniques have been proven by extensive use. 


ee ee These include current reporting on significant events in the Soviet 


-. + Union, analysis of the characteristics of strategic weapon systems, 


8 


7 a wt and compilation of eenee of battle irayaaation on Soviet strategic 
oe forces and eostaia aspects of general purpose forces aes: of 
ss ; ships, divisions, aireraft, ete.). Community support fee oor 
: and MBER is generally rated as Jedi vent by users, as are the 
. : Comunity efforts on certain aspects of. the Soviet ee anon (@.P., 
_ ' _- regricultural output, energy bS tes international monetary and fiscal 
i ees. . SECRE! a? ; ; 
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. | However, when viewed against the challenges posed 
“4 . a the Soviet Union, now and in the future, the capabilities of 
“ : she couanaiey must be wieeemeraias extended, To understanc : 
~ source benanie as regards ee re foreiga policy, 


“*:. and crisis actions, the Community needs: iF, ; Been et on 


wee -~ More. sophisticated treatment of how the Soviets view : 
a eS the Unites States and other countries , Hees Seve! = - 
7 ee < perspectives and teruinolepy. ee ee re ed : a ats ce 


| a of : Ses A storied; détaited gle of Soviet international ‘ 
eS a ¢ : ce 7 et goals, eaeuieae sing their military, conor? ‘ 
se a : ne and political eerontes ; - : a ? : ex Ae ee . oe 
rs oo > “ On an equal footing ae: ie need to cndeeetand Seviet purpose ~ 
: mF Blyna pare is the need to do better in assessing and proje ‘ting : 


lr 7! °~soviet military programs. To do this, the Intelligence Community 


oad ve wy ee Improve its ee to assess. Soviet a aa Wars aw Pact war: 

. Sa a ? waging ¢ capabilities, upta some ill-de e jli-d ‘fined hi linc. shez e 

. eh ie as - intelligence saaiys: begins to ieee nite 1s er Rie: ; 

Pitta = teat ont : sty ce : - = 

rs oe Dee 2 DENEU, Siew of Sovidt military and militory- a 
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doecs-not ho. wevenauch. tra Lines fod perie|et 4 cape Mor cove 
cea tonne sete Jnecialicte an Sowtet afta), 
sce the senior personnel who most influence the content of netioual estiniates 
do not have sufficient time to become or remain familiar with the 
; + ,Lbextensive body of eaieeial that is currently available on the Soviet : 
ee ; + Union. Measures such as the following can, over timc, alleviate 2 
eS “these problems: 7 pee ae oan : ; : 
. ot te ane ee ‘ ae - ‘ 

cee eo ee A long-term program to build up and sustain a body of oe, he 
ae intelligence production personnel gAthin the Community . 
Wn th who are experts on the Soviet Union, beth geroralicts and : 
ee ; ke fe ee . 0 -. 3 OS ; ee :, ae ; > is . 7 3 2 oe . Ae 7 : , : . : : 
eects = epeclatists, *s See a ee, fe ee a 

nt nen ae cre o # " Programs te draw upon academic institations, othe r povern- ; 
“ment agencies, and private ‘vesearch organizations to : . 
> ; : : a A 
oe complement Community efforts in various arcas of Soviet : 
ae apd ‘: . : é E . x 2 4 ati Pe 
o, pastairs, aes ee : eae 
Efforts to inform senior Community analysts, een ~ 
” ae se olved with national estimates, of the ceeniks of oe 
asda ; = - re ° o P 5 woe . a Pes 


ongoing research on the Soviet Union. Senior analysts ate 


e é : a ep 
e 


> ‘must make time to spend with the relevant source material 


Le . ; so = is and basic studies; data and research studies must be m oe 
hee See rs Oe ‘organized to facilitate ready access and assimilation ee 
‘ as ee ~ . i by these personnel. — - By vO bie . 2 
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” by various users, but more can be done, such as: 
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5, auicesiberse Aureau eat necds, NIEs on the 


Soviet Union Ware. Mestly, int terns of Community manpower, vet 


‘ there arc persistent: questions raised by some users about the 


re elevance | and utility of NIEs. The DCI's National Intelligence 


Officers are ere to understadd and resolve concerns raised 


“~ Systematic research on the multiple markets for NIhs, fo 


2 % 4 


‘et , agsure that user needs for national intelligence are 


eo get ad a 


fully couprehended. . 

a eens figeck (eseten of alternative fotndeay <eneanles, and. 

 poordination procedures: for NIks to meet user needs 

at minimum cost to the Community. : 

eed  Qevelopment ar clear act agreed guide times Sor Ci seuss Lug 
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TO: Mr. Stan Taylor 
Select Committee on Intelligence 
United States Senate 

- 208 Dirksen Senate Office Building 


Stan: 


Here is the paper which you 


discussed with Dick Newell when 


you lectured the CT's the other 


day. 


Attachment 
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I left the cover sheets on for your 
information -- source of report, etc. 
I believe the principal drafter was 
Bob Gates, now on the NSC Staff, 
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I'll be in touch with you soon 
our proposed Agape Book Club, 
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